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Our accent mental health the United States something quite 
unique this country. was speaking some years ago with young 
Englishman; was telling him about the heaven for psychologists and 
psychological scientists that have this country, about the expansion 
clinical psychology, the increasing number people who were seeking 
psychotherapy and getting whether they needed not, the increase 
lay therapy, the general public support for the psychological sciences. 
“Isn't this interesting?” asked. “How should this explained?” Well, 
turned out that this gave him quite opening, because said, “Ob- 
viously, you need psychotherapy more than do.” 

Our concern with mental health quite consistent with the American 
ethos, with its accent self-improvement, the perfectibility each 
individual, the idea that can all improve ourselves can under- 
stand ourselves and the conditions under which live. Surely, the spread 
psychotherapy, and the effort everywhere make the means for 
getting mental health available more and more people favored 
the general openness our society; aspect the democratization 
our culture, process according which anything that’s good 
thought the due everybody, that have poor man’s version 
everything. psychotherapy good and becomes available first 
those who can best afford it, then time there will versions pycho- 
therapy that will become increasingly available everybody. Now these 
things, seems me, are all the good. 

There are some other aspects about our mental health movement 
which have view with certain reservations. For one thing, the con- 
trast with country like England marked this respect. There 
strong suggestion that accent mental health just because are not 
proposing introduce any social changes. England, adult education 
classes would populated mainly people interested economics. 
Here you know, you want large audiences for evening lectures 
university extension courses, you should offer courses psychiatry 
psychology. sure the English would suggest that one reason why 
accent changing the individual much, because seriously 
propose change society. 

Again, one must say that the goal mental health not noble one 


for the individual. Let’s say has his mental health. are justified 
asking, “All right, what going with it?” This has been the 


| 


subject some jokes the college campuses. Dana Farnsworth got into 
trouble with the editors the Harvard Crimson his too enthusiastic 
writings about mental health. seemed suggesting the Harvard 
community that everything good that could possibly happen people 
there came under the heading mental health. The students were some- 
what rude suggesting that, matter fact, mental health was not 
everything, and that they would happily unhealthy provided they 
could interesting and some interesting things. Again, know girl 
who was voted “Miss Mental Health 1958,” her college. This meant 
that she was regarded the mentally healthiest girl the campus 
marvelous joke. She was and healthy girl. But the students took 
certain grim satisfaction pointing with some contempt someone who 
was free all the problems, conflicts, and soul tearings that everybody 
else was familiar with. 


There another thing, think, that should cause little reserve 
thinking about the efforts the part psychologists and psychiatrists 
decide what mental health and insist that something very, 
very good have; when people get conception what the healthiest 
thing is, they are perfectly capable acting they were healthy, short- 
circuiting the processes which one actually becomes fully developed 
personality. Some years ago when Dr. Abraham Maslow lectured the 
Psychology Department here self-actualization, set motion 
processes which students became “self-actualized” with startling rap- 
idity. One student said me, used quite inhibited really. wife 
and used have undress separate rooms, but now that I’ve become 
self-actualized, are able undress the same room, and things 
much better.” 


also want suggest that the current accent studying the positive, 
the part psychologists particularly, not necessarily the best course 
new knowledge about personality functioning. I’m sure you are familiar 
with great deal writing psychology which suggests that too much 
our psychology has been based studies the abnormal. “Let 
study the normal the healthy for change. This will give truer 
perspective people.” Undoubtedly, can find out some interesting 
and important things studying healthy people. But, the fact remains 
that far have found out the most studying unhealthy people 
and suggest that this will still the case. The fact the matter is, 
can best understand the workings personality seeing under 
conditions stress. The same true our understanding institu- 
tion. Although it’s very good asking ourselves how can promote 
this that desired quality people, needn’t suppose that this 
going open some vast new realm understanding. will well 
continue studying people under stress, and thus learn about personality 
have the past. 
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When speak the healthy personality are using, suppose, 
very general term stand for something that good desirable, for 
some aggregate qualities that want develop people. Now 
various terms are used denote these valued things. say health, 
positive mental health, maturity, high level development, creativity, 
productivity, effectiveness, and the like terms standing for desired 
qualities. Obviously have make some distinctions, and should 
all means strive for definitions that will aid our research. What 
need define these desired qualities and work out criteria which 
they might recognized, that can begin discover what con- 
ditions and processes earlier the life are actually associated 
with the production these desired ends. 

approaching this matter definition want start with this 
scheme the blackboard and first make some remarks about develop- 
ment and about maturity. 


Infancy Childhood Adolescence Adulthood Old Age 


This figure based the writings Anna Freud, although Anna 
Freud didn’t draw figures blackboards. have contrived this from 
some her writings about the ego and the mechanism defense. The 
two curves show the rates development the id, which can think 
the aggregate person’s primitive emotional strivings, and the 
ego, which can think the controlling system the personality. 
The ego starts out little lower than does the id; this calls attention 
the fact that the infant ruled more instinct than controlling 
mechanisms. Then the curve for the ego increases more less steadily 
with age, leveling off adulthood, and possibly dropping little old 
age. The curve for the impulse life somewhat more variable. close 
the level ego development the time the Oedipus complex; 
considerably below the level the ego during the so-called latency 
period Freud; and then during the “storm and stress” adolescence 
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the two curves again draw close together the impulse life high relative 
the ego. maturity, course, the curves spread apart and, perhaps, 
old age they get little closer together, but the distinguishing feature 
this stage seems tapering-off both. 


The Statistical Conception Maturity 


possible use this scheme introduce several important con- 
ceptions. There much evidence that for each the periods life 
indicated childhood, adolescence, and forth there are distinguish- 
ing modes behavior and personality functioning. might equate 
maturity with adulthood, thinking that which, general, dis- 
tinguishes adults from people the other periods. This the statistical 
conception maturity. person might described the more mature 
the more possesses the distinguishing characteristics adulthood. 
Referring the figure again may note once two major distinguish- 
ing features the adult stage. One that both the and the ego are 
now their highest levels, both have been continuing develop with 
age, and both remain these relatively high levels until the decline 
old age. The other distinctive feature the adult stage that the ego 
highly developed relative the id. The individual whom this state 
affairs exists impresses being controlled, reasonable, differen- 
tiated, discriminating and the like. This common sense folk con- 
ception maturity, and deserves taken seriously. But should 
thus restrict the meaning maturity, would have consider that 
the child during the latency period more mature than the adolescent, 
for there relative predominance the ego over the latency 
well adulthood. Indeed, this often appears the case. But, 
avoid awkwardness and justice the adolescent, seems 
that should define this stage reference all its distinguishing 
features, and these include not only the low ego-id ratio, but the absolute 
levels the ego and the id. with adulthood maturity; the two major 
features represented the figure are not the only distinguishing 
marks this stage. There are, doubt, characteristic dynamic relations 
between the ego and the id. course, writers have described this and 
other stages terms quite different from those used here while adhering 
the statistical conception maturity. must recognized that ac- 
cording the statistical conception not all the qualities maturity are 
good better than qualities that distinguish other stages. Maturity may 
involve the loss such qualities spontaneity, naivete, whole-hearted- 
ness, genuineness, and honesty qualities which our culture seem 
more characteristic childhood. then maturity the present 
sense that wish people achieve? certainly difficult get excited 
about the idea young people after much educational effort becoming 
like the average adult, about their attaining higher ratio ego over id. 
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High Levels Development 


Our real concern with what people might become; are not 
guided our image the average adult, but our conception the 
extraordinary adult, for example, one who controlled and discerning, 
but also spontaneous, genuine, and capable naivete. use the term 
maturity stand for this kind desideratum are using norma- 
tive sense. This, seems, just what many contemporary writers do. 
Others use the term mental health positive mental health mean 
essentially the same thing. 


Now, our figure the curves for and ego continue rise for 
time after adolescence and then level off. Must this leveling off occur 
shown? Why should not the curves continue rise during longer periods 
life span? cannot answer this difficult question here but may 
note important fact; the curves represent the average typical, and 
hence there are some individuals whom and ego continue grow 
for longer periods time. There thus the possibility unusually 
strong intense impulse life and unusually high capacity for control 
and discrimination and appreciation reality. Assuming some interaction 
and ego, may see the possibility unusually rich and complex 
and interesting personality. value these things, and doubt most 
do, then plain that what want not maturity, the statistical 
sense, but high level development. seems best not call this 
maturity, for this term suggests stage which all may reach the 
normal course events. Nor does the term mental health seem 
appropriate this connection. suggests what everybody has comes 
naturally, unless something goes wrong. should think high 
levels development virtue. They are states which are valued 
our scheme things and for which individuals have varying degrees 
potential. They have worked for, that say, they depend 
upon conditions, the establishment which require effort someone. 
There possibility avoiding value judgment this matter. Even 
were natural for individuals expanding and becoming more 
complex unless interfered with, this would not make the outcome these 
processes universally good. There are cultures and sub-cultures whose 
evaluations these outcomes are entirely different from our own. 


sum, then, are talking about the good ideal man and pre- 
paring ask ourselves how might developed. Psychologists have 
often attempted say what good desirable terms personality 
functioning development. may recall Freud’s statement the 
effect that the normal person should able love and work. And 
then there Fromm’s(2) conception the productive orientation; Erick- 
son’s(1) conceptions ego integrity and generativity, intimacy, and 


| 


identity. may note also White’s(9) humanized values, freedom 
personal relations, stabilized ego-identity, and deep interest and, 
course, there the self-actualized person Goldstein(3) and Maslow.(7) 


Categories Mental Health Criteria 


Recently Marie Jahoda has surveyed the literature positive mental 
health and identified six major themes categories criteria. think 
you are familiar with these, but may mention them briefly: first, 
self-conception that relatively correct and accessible consciousness, 
self-acceptance, sense identity; second, signs continuing growth, 
development self-actualization; third, integration, including balance 
psychic forces, unifying outlook life, and resistance stress; four, 
autonomy; five, perception reality; and six, environmental mastery, 
including adequacy love and personal relations, work and play, 
efficiency problem solving, and capacity for adaptation. 

Some these criteria might thought system properties, 
referring they the state differentiation and integration 
the personality whole. Others the criteria refer valued ways 
interacting with the environment. From the system point view, the 
main thing would appear connectedness communication among 
the diverse, differentiated parts the personality. This conception might 
well embrace the accessibility awareness the self-concept, self-aware- 
ness, self-acceptance, capacity for further growth, autonomy, and crea- 
tivity. might well argued that where there right kind con- 
nectedness among the parts the personality there the right kind 
stability and the right kind integration. 


important note with respect stability that might due 
the absence strain the presence equilibrating influences 
the environment. One might say that the ideally developed person upset 
strains, but not too much so. differentiated and interconnected 
may call resources needed, but more than are needed. 
changes adapting fresh strains, but not altogether, not large 
areas himself. And the changes made are consistent with what was 
before. thus that the ideally developed individual have 
fundamental higher order stability. 


important note also with respect integration that what 
value here not the total integration that expressed the mass action 
the child; integration after differentiation has occurred. im- 
portant note too, that integration may externally determined 
the case individual who has never been odds with well-organized 
culture. any case, integration not valued under any and all 
conditions. may achieved the expense richness and breadth. 
may fixed, that cannot given permit the individual 
reach higher levels development. 
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Capacity for Integration 


Capacity for integration the desirable thing; the ideal person 
moving toward integration, but since also expanding and becoming 
more complex, remains somewhat open-ended, ready include more; 
and may embody contradictions and conflict and reveal surprisingly 
unrelated sides his nature. But not observe any particular effort 
bring all these things together. acts could wait, but most 
the time seems integrated enough. critical situations brings 
resources needed. Perhaps should speak flexible funda- 
mental integration perhaps integrative potential. The essential 
dynamic conception here would that the person who has this funda- 
mental integration integrative potential, there little that uncon- 
scious, little that forcibly kept out consciousness. 

This Lawrence Kubie’s(4) notion the fundamental nature 
the distinction between mental illness and health. Healthy actions his 
view are those determined conscious and preconscious processes, 
rather than unconscious ones. Integrative potential highly differ- 
entiated person depends not only upon freedom from domination 
unconscious processes but also upon education. Perhaps should 
added here also that the state high integrative potential, the ego 
strong relative the and the super-ego. 

Sometimes the concept, positive mental health, used stand for 
just what have been talking about what have been calling the 
high levels development. should say that general this highly 
developed individual able withstand strain and keep himself 
even keel most the time, but prefer the concept high develop- 
ment the concept mental health, because the concept mental 
health can used many other ways. can used, and often 
used, stand for stability either stability due the absence 
strain stability due the fact that the person has equilibrating 
mechanisms that take care the strains ordinary life. This not the 
same state affairs that which individual could manage any 
kind strain that might happen come along. This would hypo- 
thetical kind mental health. Insofar now consider the internal 
structure the individual and characterize the state affairs which 
would enable him deal with whatever should eventually happen 
him, think are talking about the high level development that 
have tried describe. 


Development Any Age 


One the important points that trying make here that 
development can occur any age. Adults could achieve higher level 
both ego and conditions and processes were appropriate. have 
been led this point view the studies(8) college students 


which Mrs. Haynes referred. long-standing and perhaps more 
less official psychoanalytic and psychodynamic point view that the 
personality already formed the age thereabouts, and that 
after that time individuals seem find more ways confirm themselves 
they are. Our observation college students have taught that 
many developmental changes occur during the college years and that 
some these changes are profound. Some students undergo the normal 
course events changes the same order those brought about 
psychotherapy the student health service. Not only may there 
expansion and reorganization the ego, with increased sophistication, 
broader perspective, increased flexibility control, but also there may 
changes the relations among the ego, the id, and the super-ego. 
should say that college students sometimes deal with changes 
the relations among all three these systems. Impulses tend 
assimilated into the ego and into This strengthens the ego, 
and the more the ego strengthened, the better able assimilate 
impulses. But this possible because softening and liberalization 
the super-ego. One might also say that the super-ego becomes increas- 
ingly integrated with the ego, that enlightened conscience begins 
take the place the old automatic and rigid rules. Still growth the 
ego would appear the main thing. There growth through exercise 
and through circumstances that have left the ego relatively free from 
the burden defense. Most generally, the changes observed college 
students might described expansion the personality, with increased 
complexity, richness, and integration. 


want add here also that when interviewed alumnae four 
years out college, were impressed how much some them had 
developed since leaving college. seems that the events getting 
married, having baby, getting job, going graduate school situa- 
tions requiring rather far-reaching adaptations had induced striking 
developmental changes. One would not suppose that the next four years 
the next four years after that would bring much change, but this 
not because the individual now mature, and does not need grow 
anymore, rather because one settles down, fewer situations 
requiring fresh adaptations are presented. Theoretically, growth would 
continue suitable challenges could found. 


Our experience with these young alumnae suggested something 
else, that these young women left college with decided readiness for 
change. And this suggests the possibility that they actually changed 
college more than had any way knowing, that these changes were 
implicit and not capable becoming manifest until the young woman 
moved into new situation. These formulations, should say, have also 
been supported the work here the University’s Institute Human 
Development. you probably know, the Institute conducting follow- 
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studies people, now years old, who have been studied 
intensively and continuously since the beginning their lives. appears 
that number these people, whom the staff took dim view when 
they were adolescents, have later found themselves. There are cases 
people who have found themselves even after the age and gone 
become substantial personalities, quite contradicting predictions that 
were made Institute staff members years ago. 


Dr. Jean Macfarlane(6) the same opinion frequently 
happens that sooner later, people who are not very well organized 
very well developed encounter situations which bring out the best 
them permit them develop way that accord with their 
original potentialities. 

The question is, what makes these developmental changes occur 
and what can done deliberately bring them about? There 
common notion that changes profound involve the relations id, 
super-ego, and ego can brought about after adolescence only means 
thorough-going psychoanalysis deep pyschotherapy. I’m sug- 
gesting that changes pretty fundamental kind can brought about 
regular educational procedures events occurring the normal 
course events, provided know enough about what makes changes 
occur. 


Principles Personality Development 


order put argument, necessary say more about the 
general principles personality growth. Certainly, owe psycho- 
analysis much our knowledge what prevents personality growth. 
well known that the persistence state unconsciousness early 
modes adaptation prevents the individual from learning through 
experience. Since all college students, like almost everybody else, have 
unconscious complexes which interfere with their functions, natural 
that psychoanalytically oriented specialists should argue that the most 
important step the modification the entering college freshman 
make his unconscious conscious. probably fair say that the main 
features common approach college education the notion that 
the student must somehow become adjusted get over his main per- 
sonality problems before can learn. This means most essentially going 
work that part him which unconscious. 

Kubie(5) has recently expressed the view that educators must some- 
how discover means for doing, the educational setting, what the 
psychoanalysts the consulting room. That is, they must bring into 
the conscious the motives and dispositions that dominate much the 
students’ personality functioning. may accept the view that uncon- 
scious processes operate the way that Kubie says, but may this 
and still retain the general psychology learning and development that 
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holds for those parts the personality that are not unconscious nor 
dominated processes that are. One might say that education largely 
concerned with expanding those parts personality that are not domi- 
nated unconscious processes, but instead are still susceptible 
modification through experience. The crucial question how much 
the personality dominated unconscious processes. this respect 
may note wide variations among college students. Education, disre- 
garding unconsciousness processes, goes its way trying expand 
those parts personality that are open experience, and frequently 
has considerable success. 

the early days our work Vassar(8) presented con- 
ference psychiatrists, psychologists, and sociologists the case 
freshman whom had tested and interviewed rather intensively. 
presented the raw materials, thinking that would intetesting the 
conferees work out formulation the case. There was much dis- 
cussion this girl’s difficulties with her domineering mother, her neuro- 
tically determined achievement drive, her latent homosexuality, her 
problems achieving satisfactory sex identity, and forth. There 
was some basis for all these concerns, but the fact the matter was 
that had presented this case example outstandingly promis- 
ing freshman. far the college was concerned, the promise was 
fulfilled. This girl found satisfactory membership group dissident 
intellectuals, was inspired some her teachers, and went make 
Phi Beta Kappa. She was engaged graduate student physics the 
end her senior year and married immediately after graduation. She 
will probably support this physicist while finishes his education, have 
four five babies while striving maintain her intellectual interests, 
and when the children are all school undertake some semi-professional 
activities her own. What has happened her complexes and neurotic 
tendencies? Quite possibly personality assessment this subject right 
now would reveal that they are still there, but one would justified 
asking how important they are. 

This young woman received special psychotherapy, and there was 
special effort make the unconscious conscious. Instead, she was 
subjected variety experiences well calculated expand her 
conscious self; and the conscious self expanded her neurotic problems 
became relatively less important. interesting question would 
whether expanding the conscious part the personality this manner 
could time actually modify what truly unconscious. suggest that 
could, but it’s probably somewhat more difficult proceeding. 


Promoting Personality Development 


Concerning the expansion the conscious part the personality, 
the fundamental principle that challenge and response. The indi- 
vidual changes learns develops when stimuli are introduced that 
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upset his equilibrium. manages the strain thus induced learning, 
changing himself. thus restores equilibrium. But this equilibrium 
not the same that enjoyed before. himself has changed. And 
thus the next time the same similar stimuli are induced they will 
managed somewhat different ways. Thus, the individual goes 
managing strains and achieving suitable equilibra attaining pro- 
gressively higher levels functioning. This view contrasted with 
theories that accent natural growth, the idea that individual grows 
accordance with some inner urge, long more less pro- 
tected and comfortable. observation college students has led 
the conclusion that under conditions comfort and protection, their 
inclination using old responses very strong. One might say that 
occur college students anybody else, something has happen 
make occur. There must stimulation which challenges the indi- 
vidual such way that his old responses will not suffice, which force 
him make new responses and thus expand his personality. 


This point view seems accordance with that many 
educators, but tends opposed parents and many psychiatrists 
and psychologists who, far from thinking ways upset young people, 
are rather the lookout for ways calm them down. course, must 
added that the kind strain that induces growth and development 
must one which does not exceed certain limits. Undoubtedly, strains 
too severe will force the individual fall back earlier more primi- 
tive responses and thus encourage fixity rather than growth, and this 
often happens childhood. Children are inevitably subject frustra- 
tions, conflicts, and stress. Indeed these circumstances loomed large 
thinking about the problem that has seemed many that all 
needed promote development was protect the child from these 
sources tension. Protection this stage undoubtedly important, 
but not the whole story. 

The general rule that people develop when strains are great 
enough exceed the limits their elasticity, but not great induce 
defensive reactions. With children have give much attention 
keeping the strains within reasonable limits, but the time person 
reaches college age has developed such repertory equilibrating 
mechanisms real change becomes difficult, and have seek for strains 
that will exceed his elastic limits. think I’m justified stressing change 
college, because this the last chance have work with young 
people structured situations that have some chance controlling, 
the last chance, that is, until they enter mental institutions. 


the present view, the purpose college develop people, 
and this the case then everybody almost everybody should all 
means college. still have the task working out psychology 
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development during this age range, and most certainly have the 
task developing, this basis, effective technology, that say, 


technology concerned with the arrangements, programs, and actions 
this setting that might bring about the kinds development that are 


desired. 


indication what possible far the colleges are concerned 
suggested, think, the fabulous improvement the mental hospitals 


during the last years. sure you are familiar with the very hearten- 


ing story how the application psychological science the running 


mental hospitals has led enormous improvement all the way around. 
This kind application colleges has yet occur. It’s just beginning, 
and when does occur, will find possible find the colleges the 
same improvement ways promoting personality development that 


have seen mental hospitals. 


Implications Education 
The implications for counseling the point view that have been 
trying develop, seem quite The object counseling 


the college the senior high school level would find plan 
would challenge the individual induce maximum de- 
velopment. think that from this point view one would quite reluc- 
tant advise young people enter early into vocational program that 
would tend structure them, and thus decrease the chances fuller 
expansion later on. also suggested that non-directive counseling 
should soft-pedaled bit. saying that young people not 
themselves continue expand according their own bent, regardless 
what happens them. the contrary, they are expand, the 
counselor has think ways and means impose strains the right 
sort upon them, that the mechanisms growth will into action. 


This, matter fact, has implications for all us. Those 
who are interested expanding our personalities, continuing grow, 
becoming more complicated and more interesting persons, have avoid 
the ruts that constantly get ourselves into. don’t know who going 
for us, but it’s pretty clear that the people our age range, 
least mine, can get into particular kinds roles and particular kinds 
situations which manage all right, don’t put ourselves under 
any particular strain. It’s only when are divested our usual type 
role, when people respond were different from our usual 
social selves that are required make new kinds responses. For the 
middle aged persons interested further development, the thing 
seek out new kinds situations that require new kinds roles and new 
kinds adaptations, and hence new kinds responses which expand 
the personality. general, are talking here about development that 
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induced institutional means. The colleges are one example; course, 
the same considerations will hold for such institutions schools and 


summer camps. 


Here have fairly radical suggestion. want suggest that after 


years mental testing, individual diagnostic studies, drum- 
ming into teachers the idea that there should special treatment for 
all sorts special kinds cases, might time call halt. have 
become “individual-differences-happy,” one might say. have created 


situation which the first thought the first thought 


special situation. Apparently, the object make each group, each class, 
school homogeneous that few procedures will for all hands 
and one will have exert himself very much. This, suggest, has its 


irrational side. the product the machine age. want classify 


and segregate and specialize people order better fit them into the 


machinery production into the machinery national defense. Hence, 
segregate age, sex, ability and degree psychopathology, 
even characteristics the personality. Here one place which 
would really like turn the clock back, figuratively speaking. Fifty years 


ago would hardly occur the teacher that she could not manage the 
same situation children widely different abilities children widely 
different ages. agrarian societies today universally assumed that 
people all ages grandmothers, children, adolescents, youths, parents— 
can all learn, work and entertained together. These are human com- 
Can not recapture some these benfits such communities 
thinking ways arrange classrooms and institutions situations 
that are good for everybody, and that promote the development 
people? When this will see, think, that there place for 
diversity within each group; indeed, that the interaction the diverse 
members favors the development all. can this, teachers might 
not only manage cases that they now refer, but since specialists are still 
far too few, teachers might actually serve the youngsters better than they 
would served referral. 


Development Our Society 
title speak development the society today. One might 
ask, suppose, whether this possible! Reading local newspaper sug- 
gest that time least slightly out joint. Think yesterday’s paper 
corruption quiz programs, terrorism juveniles the streets, 
Rule still the books the University California, the steel strike 


with both sides saying the public damned, dirty football, old people 
committing suicide for want medical care. alcoholism, crimes vio- 


lence the increase, police brutality, capital punishment, exploding 
population through the absence any rational policy for birth control, 


advertising that affront the ordinary standards taste, the 
notion that everything for sale and probably everything can sold 
you can only appeal the right motive that say, the lowest 
motive. The picture not inspiring. would ridiculous say 
must hurry and produce more healthy personalities that they can put 
things right. the contrary should suggest there has social 
reform large scale, before can expect bring about any large 
increase our general mental health well being. leave out 
account individual psychotherapy, then all the measures that can 
think employ are institutional measures, counting the family 
institution. All these institutions are embedded our society and can 
change but little until new spirit comes pervade society itself. For 
example, would very difficult set and maintain program for 
developing personality the schools, until have successfully checked 
the admirals and anti-scientific dogmatists who want either regard 
people resources who can utilized fighting the cold war set 
hierarchical society, dominated intellectual elite that resist- 
ant any kind change. 


consider the case our demoralized adolescents. think 
know something what they need. They need challenged. They 
need have sense being worth something; they need belong to, 
and take responsible roles in, groups whose worthy aims they share. 
But cannot manufacture these challenges out whole cloth. They 
have real, and they have important. But serious proposals 
give youth something worthy do, for example, building recreation 
centers, theatres, concert halls parks, opening new areas for park 
lands all these things would encounter enormous obstacles the hands 
labor unions, the boys the city hall, and the ordinary taxpayers. 
The country not mood entertain higher purposes imaginative 
solutions economic political problems. The times are reminiscent 
those depicted Chekov’s play Cherry Orchard,” when people 
who might have been expected give their country moral and intellec- 
tual leadership spent their days boredom and idle talk, waiting for 
something snap. 


This the greatest difficulty besetting college education today. 
People the college age range, they are take with enthusiasm 
the tasks that confront them, must have sense greatness some 
sense the future that offers them great possibilities and possibilities for 
great dedication. Our young people not have this, and not their 
fault. They merely participate the dominant mood the country, our 
sense having already arrived and hence having particular place 
go. Change society cannot imagined contemplated; the thing 
find comfortable and secure place within it. this the 
motivation students, any wonder college faculties ask whether the 
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educational enterprise worth the effort? What has happened 
nation? mainly that are affluent? that are deeply involved 
the short run aspects the cold war? that live with the thought 
the back our minds that the cold war might any moment become 
hot? have idea that one the saddest and most significant things 
that has happened has been the failure socialism abroad. mean the 
circumstance that has either turned into national socialism that 
has been tried countries whose problems were such nature that 
they could not solved changes the forms economic and poli- 
tical organization. The result has been vast disillusionment the part 
those this country who would seek improvement through social 
change political methods. And worse, has been possible for 
opponents change block any movement toward mild social reform 
and discredit any idea that could possibly capture the imagination 
idealistic youth, labeling socialistic. 


not see any easy solution any prospect early improvement. 
suspect that those who are interested developing what good 
the individual will have take some leadership promoting what 
good society. When our concern with our own country, must 
social reformers, and when look the world must with view 
being citizens it. 
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Prior discussing approach this subject wish say that 
shall using two terms interchangeably administration and manage- 
ment. Management currently the more popular term. have two favorite 
definitions management. The first complex “Management guiding 
human and physical resources into dynamic organization units which 
attain their objectives the satisfaction those served and with high 
degree morale and sense attainment the part those rendering 
the service.” The second disarmingly simple “Management not the 
management things; the development people.” 


propose make remarks the assigned subject “The Major 
Aspects Administrative Theory” grouping thoughts around three 
major points. 

They are: 

Prepared administrators pay more taxes. 

Administrators are people. 

Good administration not popularity contest. 


Prepared Administrators Pay More Taxes 


All can, with some reflection, think several instances which 
person organization has come the attention the head his 
department, bureau, division because his ability produce results. 
take illustration with which can all identify because its ready 
measurability the very successful life insurance salesman car sales- 
man receives the approval many his organization. frankly 
competitive field and has outperformed others. For this receives 
bonuses and often special consideration. When vacancy for sales man- 
ager develops, quite often expecting receive the position, and 
management usually believes rewarding him for fine performance 
making him the sales manager. good salesman has been made 
unprepared administrator. 

Since the end World War there has been appreciation 
the acute need for preparation administrators. Academic preparation 
has been getting more attention from colleges and universities. In-service 
training courses and short courses under the auspices groups such 
the American Management Association, the Civil Service Com- 
the American Society Public Administrators, state and munici- 
pal agencies, have become very popular. 
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Although many are taking work the management field because 
the business climate their organization has made evident that this 
desirable thing do, the underlying reason for continued support 
that the prepared administrator economic asset his organization. 
companies agencies become larger, the knowledges, skills, and 
abilities needed manage the best interests the organization have 
become increasingly complex. quite true that number companies 
agencies have survived and have done quite well even though they 
have not had good management. should recalled, however, that from 
World War 1958, there were relatively few industries that were 
functioning what might termed buyer’s market. like manner, 
because the scarcity professional personnel, many official and volun- 
tary agencies have continued have administrators who might not have 
survived had replacements been available. The latter part 1957 and 
the early part 1958 gave many concerns their first experience 
buyer’s market. Sales volume dropped and some instances did 
drastically. Fortunately, management training which had made larger 
profits possible stood everyone good stead. Administrators tax- 
supported agencies have had comparable experiences. Many are finding 
more and more tests the horizon state legislatures, city councils, 
and local governing bodies fail make available funds meet rising 
operating costs. accept that the term profit for tax-supported 
voluntary agency means the difference between costs operation 
and value received, then may say that prepared administrators are 
increasing demand, earn more profit for the company agency, and 
they themselves pay more taxes. 

Let hasten say that since management both science and 
art, sense true that preparation necessarily means that 
individual will good administrator manager. is, however, pos- 
sible state that unless individual has either learned the job, 
has completed training, measured certain respects, cannot 
good manager. 


Authority’s Source 

The preparation executive could encompass many things. 
Before listing some basic skills, would like state that, opinion, 
there one concept that should part the core curriculum for every 
administrator. This the concept that authority does not come from 
above; comes from below. person will let others have more authority 
over him than willing accept. have grown accustomed through 
the years think that the fellow the front office has great deal 
authority. Many have, therefore, thought that the incumbent such 
position would also have authority. The concept that takes bit living 
understand that authority does not come with the position. must 
earned and always comes from below. 


her job and thus line for promotion and higher income taxes, 
usually necessary unless the boss’s son have certain basic skills 
will find that well-versed some these skills and that others 
will more difficult make part himself. 

Proficiency getting the participation others setting specific 
and realistic objectives that are just beyond the immediate reach the 
group priceless skill. Please note the key phrases participation 
others and specific and realistic objectives. can all perhaps think 
administrators who apparently know where they are going but keep 
dark secret from everyone their staff. There also the administrator 
who visits frequently with folks his staff but does not sit down with 
them for the purpose developing specific objectives that are just beyond 
the immediate reach the group. 

What the purpose the department agency which you 
work? not generally but specifically. Can you write out many 
words reasonably definitive manner what your agency really believes 
its mission purpose? Then can you for the bureau, division, 
section which you are part? 

Once the objective has been established with adequate participation, 
turn other skills. 


Planning the Organization 


Management theory tells that, since conditions are constantly 
changing, the way which group similar activities should change 
well. know from experience, however, that the changing any 
organizational structure requires extensive skill because the resistances 
encountered. Arrangements which may conceivably for the best 
interest the organization whole may not the easiest for the 
particular unit which work. such instances, more difficult 
believe that the new reorganization improvement over the old. 
has been truly said that organizational alignment will work enough 
people are interested demonstrating that will not so. like 
manner, any organizational alignment will work enough people are 
determined that will so. Nonetheless, the grouping activities within 
any organization the planning the organization requires management 
skills high order when dealing with any large organization. 

There are pat answers for the problems organizational structure. 
Literature administration has provided good many basic principles 
but awareness principles itself not enough. One must learn which 
principles apply. cite but two illustrations. Administrative efficiency 
supposed improved limiting the number persons who report 
directly any one administrator. This known limiting the span 
control. the other hand, another well established principle that 


administrative efficiency improved keeping minimum the num- 
ber organizational levels which matter must pass before acted 
upon. apparent that the latter principle may direct conflict 
with limiting the span control. Though principles may learned, the 
principle itself may not give specific guidance planning organization. 
second illustration this the principle that specialization task 
within group increases efficiency. Those who are public health 
work are accustomed think, for instance, generalized consultants 
specialized consultants. Actually, most instances, both are special- 
ized. One specialized place and the other function. The principle 
specialization does not itself indicate which should used 
organizing cope with specific problem. 


properly planned organization will dynamic, adaptable, and 
recognized living thing made living people and not squares 
chart. Such organization will have made clear for each individual 
what his her functions are, what authority goes with those functions, 
and what relationship they have with others. 


Development Policy 


second major skill prepared administrator relates the 
development policy. fulfilling this responsibility, the administrator 
has opportunity show his mettle and, paradoxically, does 
properly, often misunderstood. have had the feeling looking 
some organizations that everyone setting policy, and looking 
others that the head the department doing relatively independ- 
ent manner. Obviously neither correct. The experienced administrator 
has learned the value obtaining attitudes and suggestions from his staff, 
but has also learned the value getting suggestions from persons 
outside the agency. industry this means the stockholders. public 
health means the public. may mean professional society, civic 
group, group industrialists, labor union. sure, the ultimate 
decision his, but should made after careful analysis all pertinent 
factors inside and outside the organization. Staff members who equate 
strength administrator with “Tell and then give hell 
they don’t” type philosophy will misappraise the strength good 
administrator. takes more guts seek views from others, accepting 
modifying some and rejecting others, the development policy than 
does develop independently. Before leaving the matter policy 
development, let say that many persons take refuge policy. This 
tantamount policy “protectivitis” some places. Something may 
good idea and administrator may heard say “Sorry, 
but you know our policy doesn’t permit it.” Policy needs periodic reap- 
praisal certain the best interests the organization. 


After the prepared administrator has planned and clarified organiza- 
tion structure and developed policy, draws number other skills 
essential good administration. Since purpose has been suggest 
that preparation involves learning variety skills rather than discuss 
the skills detail, let briefly mention some other skills which are 
found good administrator. 


Other Administrative Skills 


familiar with methods, procedures, systems, the planning 
schedules, the planning budgets, and the establishment standards 
performance. has learned that planning should long range, 
that should permit flexibility, that joint effort which must 
done continuing basis and must closely synchronized with review. 
Incidentally, review management sense ascertain the difference 
between actual performance and what had been planned order 
make corrections adjustments needed reach the planned objectives. 
skilled administrator tries his best when participating planning 
remember the value asking himself each project 

Why are doing it? 

What will accomplish? 

Who should concerned? 

How will done? Have alternative approaches been evaluated? 

When the best time it? Not “When does have done?” 

Where the best place it? 

wonder then that prepared administrators are great demand, 
that pirating executive personnel has become such business that there 
are consultant firms who concentrate learning about promising ad- 
ministrators order share this with clients for price. noted that 
one such firm ran recent issue the New York Times. was 
captioned “Are You Hunting for Job Running Away From One.” 

Certainly person with executive notential will take note another 
which read part “The capacity reach deeply into provocative 
lines inquiry particularly valued, and the finest facilities, colleagues 
and incentives constitute our design for working. Your own intellectual 
dimensions govern remuneration and assignment.” 


Yes indeed, prepared administrators pay more taxes. 


Administrators Are People 
second major point that administrators are people. 
not believe this attention-arresting gimmick. Each you 
will have opportunity decide. 
mentioned earlier that, all too frequently, people were rewarded 
for outstanding personal performance being given administrative 


position for which they were not prepared. Whether occurs with 

without preparation, the image which his co-workers had him 

near and warm friend undergoes subtle change. time goes on, par- 

ticularly the administrator successful, this change will become 

more marked. Joe, the super salesman, was quite different person from 

Joe, the successful sales manager. Unhappily for Joe, enjoyed the 

relationships had with the boys when salesman and tries carry 

with them before. Now, however, has responsibility for exploring 

with Jim Jack why the sales volume each has dropped markedly, 

and knows going have something about it. Jim and 

Jack, the other hand, keep reminding themselves that Joe old 

friend and that will understand why they took easy last month. 
Any realistic understanding the problems involved implementing 

administrative theory must recognize that administrators are subject to: 

Vanity 

Desire for recognition 

Blind spots 

Ill health 

Family problems 

Pressures for participation other activities 

Laziness 

Lack perceptive qualities 

Emotional blocks communication 

Lack leadership qualities 

Tunnel vision 

Difficulty making decisions 

Lack purpose personal orientation 


Traits Administrators 


Administrators respond praise and need from time time 
believe intellectually fairness, are basically honest, and are peer- 
oriented. Successful administrators have high achievement drive. Work 
interesting them, and they work for the sake work. rule they 
are persons with what sociologists term high mobility drive, and look 
upon authority necessary controlling force. successful, they are 
able function well unstructured situations. That say, they are 
able tolerate ambiguity even though some their staff may press- 
ing for decisions that will put everything specific compartments. They 
are decisive people. competent, they consider the interests others 
the maximum practicable extent, but they then make decisions which 
will commit other people. 

Good administrators are people with strong self structure. They 
know who they are, where they are going, and how get there. They 
have high degree initiative. They move. they sit back, they 


with purpose and aggressively. interesting that most people 
agree that successful administrators have fear failure. apparently 
serves motivating force for them. 

Good administrators are people with strong reality orientation. 
They take problems they come, sifting out those about which some- 
thing may done and then setting priorities for accomplishment. 


Communication 


listing the human frailties which administrators may fall heir, 
mentioned emotional blocks communication. This subject which 
merits great deal more attention than can given this speech. 
would make but two brief observations with reference communica- 
tion. The first that problems which are caused communication most 
frequently are not due inadequate communication but too adequate 
communication, since what transmitted most accurately between people 
how they feel rather than what they say. Thus, the director health 
education feels that advisory committee health education isn’t 
really very important, that feeling will communicated the members 
more readily than any words exchanged with them. Excessive communica- 
tion problems can usually interpreted symptom interpersonal 
trouble. 


second observation relates the importance remembering 
what has been called the “full bucket principle.” someone has asked 
see you either your chief someone your staff remember the 
“full bucket principle.” Even though you may think this will oppor- 
tune time tell him about latest developments project, remember 
that full bucket will hold more water. Give him chance empty 


his. The person who asks for the conference should given ample 
opportunity get the help requested, impart the information desired. 
This relatively simple procedure, practiced, will minimize many com- 
munication problems. 

Yes indeed, administrators are people. 


Good Administration Not Popularity Contest 


third major point that good administration not popularity 
contest. 

Management literature was inundated few years ago articles 
which stressed what almost became “hap, hap, happy” theme. was 
“togetherness” type approach which kept recurring until one almost 
felt guilty for harboring thoughts with reference the need for getting 
work accomplished. was perhaps inevitable that, administrators 
learned more about the contributions social science, the pendulum 
should have swung widely. “Human relations” was the watchword 
every conclave administrators. was wholesome because was needed 
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compensate for the vacuum that had prevailed the thinking many. 
time has gone on, however, better understanding has developed 
the “interpersonal underworld,” William Schutz aptly called 
the July issue Harvard Business Review. There growing aware- 
ness the importance interpersonal relationship skills, the desir- 
ability doing motivational research and the difficulty evaluating it, 
but such skills and such research are longer viewed the adminis- 
trator ends themselves. They are essential organizations but they 
are not the primary function except for those organizations established 
for that purpose. 

good administrator will feel responsibility for reaching his 
agency’s objectives not his own but those the agency 
serves. shall assume that believes them. important that 
she either so, leave the agency. 


Helping Staff Grow 


Since management the development people, the administrator 
has very real obligation every person his staff help them grow. 
The careful appraisal the strength staff, accepting them terms 
where they are, and being able plan growth experience for them 
the heart good administration. Unfortunately also the Waterloo 
many administrators. They shun performance appraisals evaluation 
sessions with their staff and when held, problem areas are often not 
talked through they should be. number instances, administrators 
who want helpful really don’t know how so. They shun what 
they believe may unpleasant experience. 

Some this reluctance can minimized sitting down with each 
employee and listing the tasks the position. For each major task there 
should then discussion the conditions which should prevail 
that task considered being done satisfactory manner. Let 


say, for instance, that one the tasks your secretary open 
mail and place your desk. Each person should able make 
clear his secretary what considers satisfactory performance this 
regard. What each administrator prefers will vary appreciably. cite some 
illustrations. 

One administrator might say, “Open and place all desk.” 
Another might handle saying, “Open it, attach previous correspond- 
ence, and make note the request conflicts with another engagement.” 
third administrator might say, “Open everything except personal mail, 
prepare replies for routine items, acknowledge away for 
some time, refer others technical data needed and have such data 
plus previous correspondence ready for dictation, being sure present 
them priority basis.” Each has told the secretary what would 
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Establishing Standards Behavior 


The same approach can used for any task any professional 
person your staff. This called establishing standard performance. 
standard performance has been written out detail for each 
task with joint participation the administrator and employee, there 
will then mutual understanding the conditions that will prevail 
when each task performed satisfactory manner. 


Experience has shown that, professional employees are permitted 
set their own performance standards, they tend bit unrealistic. 
They often fail allow for unanticipated interruptions. Standards 
performance must, therefore, developed jointly. When established, 
they become the blueprint for the administrator fulfilling his respon- 
sibilities for growth the employee. has responsibility for discussing 
measures needed help the employee reach the agreed upon standards. 
This may mean additional training, new type work experiences, and 
periodic consultation progress. secondary but extremely important 
benefit standards performance that employees know just where 
they stand. They are not dependent upon occasional words praise from 
the administrator. They know when they are target. 


fulfilling his responsibilities for providing management climate 
which people can produce and grow, the administrator must aware 
the essentiality uniform understanding and belief agency 
objectives, ethics and policies; must work for the improved competence 
both individuals and groups must willing accept respon- 
sibility through personal involvement, must provide conscious and syste- 
matic supervision, and must have patience and faith people. is, 
therefore, evident that good administration not popularity contest. 


Summary 


And now way summary you will note that throughout 
remarks have referred administrators “they.” have done since 
easier for all objective when talking about others. Actually, 
however, fully cognizant that each you either administrator 
now, has been the past, will the future.The number persons 
your respective staffs varies appreciably but the same skills needed 
top management are needed fulfilling your administrative responsibili- 
ties properly. 

trust that you will take comfort knowing that, you are pre- 
pared administrator, you should able pay more income taxes, that 
you will recall that management theory must understood the frame- 
work human strength and weakness, and that you, administrator, 
will meet your severest test the extent you can help staff grow meet 
agreed-upon standards performance. 
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